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TO! Deputy Director (Administration) NO CHANCE in Class. [
‘ {] DECLASSIFLIED
VIA: Chief, Genersl Services Class. caauctd To: 15 8 (DD

DDA Newmo, & Apr 77
FROM; m‘f, Ormiﬂtim‘l and Methods stmcﬂauth‘ DDA REG. 77/1763

SUBJECT: Budget and Fiscal Staff Study Dates L%[Qz,&f_ By: 00§

1. PROBLEM.--How can the CIA covert budget snd fiscal mechaniem be improved?

2. ASSUMPTIONS,--The Deputy Director {Adninistration) is aaswersble to the
Pirector of Cestral Intelligence for the effectiveness of CIA
administration. This includes budget and fiscal matters, regardless
of woers or by vhom the work is petrformed,

3, FACTS BEARING ON THE PROBLEM,-~

S Wr ive Aspects of the gg'bm.--

(1) Generslly speaking, the overt offices of CIA are less
extravagant in the use of budget and fiscal person-
ael than are the covert offices., The newness and
complexity of meny of the cevert offices, thelr
individusl histories, and their attitudes in the
past regarding the need for indspendent covert
support have all served to create excesses which
are most preflominant in the case of OPC. Position
inventories of admihistrative activities in the
covert offichs, esgecially OFC, sre inaccurste
becauss of pbsition vacancles, missssigrments,
sereabled popition responsibilities, and utilization
of personne) destimed for oversess duty on Head-
guarters assignments.

b mmi'ﬁ “EGE of vtha Prablen.-~

(1) Gfiice of Traiming,~~Fhe Administrative Services
Branch contiining ¥he budget and fiscal responsi-
vilities is poorly organised and confused. Of
Abe 92 posi@ons od the T/0, position inventory
records indfcate tBat eight are filled, and there
are mu,} 18 persons performing work for the
Administratfve Services Branch., Insufficlent
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work exists for their Budget and Piscal Officer and
his clerk-stenograpber, The Comptroller's Office
is not exercising technical supervision over the
budget and fiscal work done here,

(8) ©Office of Specis) Operstions.--Two people sre providing
extremely efficient and expert supervision over 0S0's
budget and fiscal activities. Most of the work is
centraliged, snd their geographic divisions do little
budgat work except for voucher preparation sand the
handling of advances, vhich thelr secretarial and
clerical personnel bave been trained to do. This
offers & striking contrast with OPC. The 080
budget and fiscal mechanism is working well in the
absence of detailed technical supervision from the
Comptroller's Office.

(3) office of Comugications.-«The budget and fiscal
mechanism here, having been sired by 080, is
organised in & fashion similar to that of 080's.
It is paturally not functioning as efficiently as
that of 0SO because of its newness.

(k) Technical Serviges Staff.-~This situation is somewhat
sinilar to thet in the Office of Training. Indica-
tive of the sbsence of & workload justifying a
full-time Budget and Fiscal Officer and a clerk is
the fact that there is & candidate in process as
Budget and Fiscal Officer but not yet sbosrd.
Vouther review st this level constitutes a dupli-
cation of an suditiag function performed within
the Finance Divisios. The fact that T8S is o
support activity temds to confuse their budget and
fiscal activities with those of 05O and OPC, The
question of who budgets and accounts for what is
parpetually ar-ising.

(5) oOffice of Policy Coerdination,--The budget and fiscal

activity here larks standardizetion, efficlency and
controi, The FE Division has centralised arnd over-

specialined, The ER Division has decentralized to
the point vhere casg-officer generalists are being
burdened with specislised finance problems. The
WE Division is now decentralised, but intends to
centralize. The NE Division has merged adminis-
tratively and one Budget and Fiscal Officer is
atteupting to coordinate thelr mechavism with that
of the OBC and OPC Budget and Fiscal Officers.

.2 CONFIDENTIAL
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This came about as & result of merger and is not

25X1A8a

utilize one Pudget &nd Fisc cer on

of the former, and the mechanism is centralised.
The Western Bemispheric Division is largely centralized.
Superimposed upon this heterogenecus mass of work
being done is the Divisions ia the office~level
budget and fiscal setivity of OFC. This type of
1ayering is sot unigue in OFC's budget and fiscal
activities. The same pattern of layering, echelon-
ing in depth, duplication at various exscutive levels,

. and mr-»ﬂéfins exists in general throughout their

- entire organizational structure. Standsrds and
practices rding the use and accounting of
upvouchered funds are entirely insdequate. Con-
fusion in this area is therefore causing transfers
#rom vouchered to unvouchered funde snd, vice versa.
The impsct of this situation manifests itaelf in
the form of unnecessary paper work ir the finance
and personne)l fields. This situation impinges
also upon the travel and procuremsnt activities.
Decentraligation of budget snd fiscal responsibili-
ties bas, ampng other things, resulted in ineptness,
technically inmccurate advice, unnecesssry delay,
and loss of continuity through persomnel turnover
and shuffling. Additional details sppeer attached

as Asnex E.

%, DISCUSSION.--The central issue for cansideration in the budget snd
fiscal field as well ms other sress of administretion involves
a decision ss to responsidility for comtrol of and spacific
supervision over administrative functions. At the present time,
the Deputy Director (Administration) is charged with & responsi-
pility which ke is not and cannct fulfill so long as the assets
involved are under someone elge's control. Placing these sssets
under the Deputy Director (Administration)'s comtrol should not
sarve to deny substantive operators the gemersl administration of
an internal character needac at operating levels.

The deficiencies pointed out in the succeaiing snnexes can be
best elimipated through praper technical comtrol over highly
specislized functions. In the case of the budget and fiscel func-
sion, the Comptroller should be held accommtable to the entire
Agengy for the performance of this activity. Thic can be dome in
either of two wvays. The Céeptroller could be held responsible for
the direct supervision of $hose now working for him and technically
responsibls Tor steff supervision over the budget and fiscal work
now being done in the opersting offices; or, wherever a specialiged
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vorklosd in sufficient volume exists, the Comptroller gould send down
ope of his own men to do the Job, m,mmgofbummmcn
specialists in operating offices on their T/0's but undar the techni-
eal supervision of the Comptroller would be ansiogous to the organie-
sation of the Army Medl Department, wherein the medical doctors
snd technicisns take all of their professicnal instructions from the
United States Army Surgeon General, but sre under the séministrative
control of & field commander, OGiving the Comptroller adninistrative
sad technical control over budget snd fiscal specialists in operating
offices is amalogous to the sales department organisstional structure
of many manufacturing coupenies, i.e., all of the salesmen work for

The Agency's basic prganisational gtructure and the responsi-
pilities delsgated to the Daputy Pirector (Administration) militate
against any pattern of admimistrative organisation other than

‘ ., Direct administrative control carries sa lmplied
abligation for supporting the covert offices in aceordance vith
their true operational needs.

The central issue is not the guestion of on whose T/O these
opersting office specialists sppear. It is rather a guestion of the
piacenent of responsibility. The sssets have not been properly
mausged under present srrangements. Only by placing this entire
responsibility upon the Comj r can the situstion be gorrected.
He capnot 4o this unless all of the people involved wark ddrectly
for him, with his apecialists jocated contiguous to large operating
segoents requiring frequent contact.

In exsmining the deficlencles of our present system, we must not
lose sight of our future requirements. When and if overseas Theaters
sre established, it will be necessary to include on Theater stafls
iarge numbers of budget and fiscal snd other administrative specialists.
I+ will be necessary %o delegate to these Theaters certain suthorities
sad responsivilities now vested in Hesdguarters. large numbers of
axperlenced personnel for Theater jobs can be selected easier if they
all work for one organisation. Operating offices should not select
specislized administrative perscmmel for these jobs, nor should they
sttempt to establish admintstrative procedures. To do so would invite
chaos «

covert ;nofuphic d4visions of their sutonomous control over forelgn
field stations. They are presently denying Central Administretion
officials expeditious acceds to their field counterparts., Additional
Wﬂhn«ﬂcﬁmﬁmtﬂaﬂmﬁfhc&lwﬂmmmm
rield. This incressed enghasis will require direct communication by
the budget apd fiseal pecgie in Neadquarters and field. *
of the Office of Security, has stated that such counterphri communi-

cation would not violste security concepts. 25X1A9a
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The attacheq annaxes bear out g considerable Ruaber of gey

the tzﬁn‘utia;z of perscnnel, T/0 &PProvals assune pnrram::::ms
of functions and Jobs in Qordance witny the concepts agreed tc at
She tiue of approve], 1e Prossure is not brought to besr on thege
irregularities, :ne top officials of CIA, as vell g She Asgistany
Directors, will loss control of Performance, This may be the cage

already in opc,
It should be borne in migg that the Surean of the Sudget hge
repeatedly disallowed the s trative Positdong

5 CONCLUSIOHS , we
&. The govert budget and risce) Bechaniay throughout the ne
lacks :’uadardj.uuon, efficlency gng centro}, Dupﬁ.;:atfon,
layering, echeloning in depth, ang inordingte Processing
delays have resulfed. The Camptroller i3 net exercising
Suthority over a1y CIA budget ang Tiscal tters,

b. The covert offices bave been exiravegant in the use of Specializag
and

Ce Covert Geographic Divisions are Kting o artificial barriers

4. Procedures manuals are 8arely needed,

e, The Comptrollerts Office has pot Projecteq ¢ :
offices sufficiently, “e1f 1ato operating

A committee, SPpropristely starred, 8hould be degy dt
Study the complex m;ﬁw;pg among the Cmptrmr"o
Offige, the OFC Commereial Pivision, tpne CCC, and tne prc,

8+ The sntire CIA nechaniam related to trave) Tequires atte

b 4

»

Sy By oo _



i !

Sanitized - Approved For Rele$¢&" B 5P61-00274A000100060001-0

CONFIDENTIAL

6. ACTION RECOMMENDED,.--It is recommendad that:

8. The Comptroller be diregcted to sssume complete suthority and
responsivility over all CIA budget snd fiscal work, Slots
and ingunbents performing budget and fiscal work ia operating
offices be transferred to the Comptroller's T/0, provided
that the Comptroller be not required to take over snyone
whom he considers vogualified for this work. (If this
patiern holds for subsequent studies in Personnel, Procure-
ment and other Centrgl Administration fields, & small resi-
dunl) of administrative generalists should remain under esch
covert office, )

b. Appropriate action be %ken %o prevent all slements of CIA,
sspecially OPC, from umauthorised T/0, procsdural and
functional deviations.

c. The covert offices be divested of any supesrvisory responsi-
bility for foreign field budget and fiscal matters; that
the Conptroller place budgel aad fiscal personnel of his
choige vhere necessary cutside of Washington; that the
Compiroller be. suthorised direct communication to and from
his field counterparts; and the Coaptroller be charged with
the issuance of techaical instructions %o his field counter-
parts. (In the field, dudget and fiscal persomnel would be
on the Field Station T/0's.)

4. 7The Comptroller be instructed (with OtM Service nssistance)
t0 davelop manuale cempletely covering budget and fiscsl
procedures.

e The C 1ler's key people lsave their desks and begin
~ better working relationshipe with the covert
{and overt) offices.

. A committes consisting of a banker, an industrisiist, and an
ovgsuisation and methods expminer be comstituted to study
the functions and precedures of the OPC Commercial Division,
the CCC, and the PRC,

g+ The O&M Bervice be diregted to stully the entire CIA travel
situation and mechanism including:

(1) Procedure for emtering persons on duty in Washington
prior to overpeas duty.

(2) Procedure for processing travel orders and travel vouchers.

(3) Processing of beth staff employess aud staff egents to and
from overseas dsstinations,
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ANREXES
Annex "A", Office of Training; Annex "B", Office of Special Operations;
Annex ‘G“ Office of Communications; &nnex "D", Technical Bervices
stafrt; Anncx YE", Office of Policy Coordiastiom

ACTION BY APPROVING AUTHORITY:

Date

Approved (disapproved), exceptions, if suy.

Beputy Directo
(Aﬁmgist:'::ia;)
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